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Currently thirty-four of the nowthirty seven active duty
conbat brigades in the U S. Arny are supporting the gl obal war
on terrorismthirteen are deployed, thirteen are training to
depl oy, and the other eight are reconstituting fromrecent
depl oyments.! At the center of these brigades are the conbat
support functions, including the Signal Reginment. The Signa
Reginent and the U S. Arny are concurrently conducting the
| argest force transformation in the Arny’s history. The current
Chi ef of Signal, Brigadier General Randol ph Strong believes,
“the networks and information systens provided by the Signal
Regi nent are at the center and are key enablers to every ongoi ng
transformation effort in the US military.”? As the “first in,
| ast out” warriors, the Signal Corps is changing nore rapidly
than the other traditional war fighting functions, but the
reginment is not inplenmenting the neasures necessary for a
successfully transformation. |In order for the Signal Regi nent
to successfully transformin the current operating environment,
the roles and responsibilities of the Signal Conpany Comrander
nmust be clearly defined within the newy fornmed Unit of Action,
the use of comrercial off the shelf (COTS) equi pment and current

systens upgrades nmust be nmaxim zed (until Warfighter Infornmation

! @obal Security. Boots on the Ground U.S. Army.
http://ww. gl obal security.org/mlitary/ops/boots. htm

2 Randol ph Strong. “Now is exciting, critical time for Regiment.” Army
Communicator 30, no. 4 (2005): 1.



Net wor k- Tactical (WNT) is available), and soldiers nust be
effectively trained on changes the transformation within the

Si gnal Regi nent.

Backgr ound

According to FM 3-90.61, “W are seeking a canpaign-quality
Arny with a joint and expeditionary mndset.”® |In 1999, as part
of Joint Vision 2010, the Arnmy announced plans to nodernize its
force in order to neet the changes in today’'s environnment.
These changes include the organization of the traditional Arny
servi ce conponent commands, armes, corps and divisions are
organi zing into Units of Enploynment (UEx for tactical and | ower
and UEy for theater support and |and conponent).* Traditional
bri gades are being organized into Units of Action (UA).°> Wthin
the Signal Reginent, the nobile subscriber equi pmrent (MSE)
Signal Brigades providing support to the Corps will not exist
and the Signal Battalions that once supported Divisions will now
support their Unit of Action as an organic elenment, the Network

Support Conpany. This structure allows the Unit Action

$US Any. FM3-90.61: viii.

4 @ obal Security. Unit of Employment.
http://ww. gl obal security.org/ mlitary/agency/arny/ue. ht m

> dobal Security. Unit of Action.
http://ww. gl obal security.org/mlitary/agency/armnmy/ua. htm




commander and Brigade Signal Oficer the flexibility to task

organi ze their signal support to fit the m ssion.

Commander’s Rol e

The Network Support Conpany (NSC) is not only responsible
for the brigade’s ability to communicate via transm ssions and
wi de area network connectivity, but also for much nore.

[ The commander] is now responsi bl e for network

operations (NETOPS) including network nmanagenent and

conput er network defense (CND), range extension and

relay support for single channel ground air radio

systens (SI NCGARS) and enhanced positioning |ocating

radi o systenms (EPLRS), and comruni cation el ectronic

(CE) mai nt enance. ®
These responsibilities, which once belonged to the Corps Signa
Bri gade as a whole, are now the responsibility of the Network
Support Conpany Conmmander and the soldiers in his or her charge.
Therefore, even though the mission itself has not changed, the
roles and responsibilities of the Signal Conpany Commander have.
Captain Brian Jacobson states, “The makeup of the conpany
changed to better support independence in a non-contiguous
operating environment, but the m ssion remained the sane;

provi de the brigade commander voice and data conmunications.”’

6 US Any. FM3-90.61: viii.

” Brian Jacobson. “Enploying the Signal Conpany in a Unit of Action.” Army
Communicator 30, no. 4 (2005): 12-14.



Traditionally, the Signal Conpany Commander woul d position
himsel f or herself with the Node Center, the conpany’ s nmmjor
communi cation’s node. However Captain Brian Jacobson who is
assigned to the Joint Readiness Training Center as a Signal
Qobserver Controller insists, “Command for a signal officer
doesn’'t take place in a little tent with a digital non-secure
voice termnal and | aptop anynore. Command is conducted from a
Net wor k Operations and Security Center (NOSC) co-located with
the brigade signal officer in the Brigade Tactical Operations
Center.”® Captain Jacobson believes the new role of the Network
Support Conpany Conmander is not only to be a commander of
troops but also an assistant staff officer integrated in the
pl anni ng and deci si on nmaki ng process.® Because the NOSC is the
comuni cati ons heartbeat of the brigade, the conmander is able
to command control and neet the responsibilities outlined in FM
3-90.61, which in turn |eads to better support for units
recei ving communi cation. No doubt there are challenges with
such conpl ex changes in the roles and responsibilities of the
NSC Commander, but by clearly identifying the roles and
responsibilities of the commander during this transformation the

Signal Reginment will ensure its success.

8 Jacobson, Army Communicator, 12-14.

® Jacobson, Army Communicator, 12-14.



Commercial Of-the-Shelf Equi prent

Once the roles and responsibilities of the NSC Conmander
are clearly identified, he or she can focus on the biggest
chal I enge the Signal Regi nent continually faces, keeping pace
wi th advanci ng technol ogy. One of the ways the reginment will be
able to overcone technol ogi cal challenges is through COTS
equi pnent purchases whereby units use individual funds to
pur chase equi pnent that has al ready been certified for use
wi thin the Departnent of Defense networks. Wile it does not
st andar di ze equi pnent throughout the reginent, it does
acconplish the mssion for now COIS acconplish the m ssion by
provi di ng increased capabilities conpared to current |egacy
systens for |ess cost.

In addition to the use of COTS to increase capabilities and
nmeet new warfighting requirenments the Signal Regi nent and the
U S Arny hope to fix the standardi zati on problens with the
fielding of Warfighter Information Network-Tactical. This
programis under devel opnment by Team Matrix and is set to be
fielded by 2008. According to Team Matri x’ s m ssion statenent,
“Provi ding secure, high speed, high capacity backbone for the
objective force C2, WNT will enhance the nobile bandw dth and

net wor ki ng capability available fromtheater to battalion |evel



and bel ow. "1

Unfortunately, in the interim the Arny has spent
time and noney fielding Joint Network Nodes (JNN), Base Band
Nodes (BBN), and Command Post Nodes (CPN). Brigadier Genera
Strong, the current Chief of Signal, believes risks are being
taken by keeping current systenms and stretching the Iife of the
mobi | e subscriber equipnent. This is already been done, but
t hese systens continue to work and will continue to work.
However, these nodes have not elimnated COTS purchasing. The
hope is that WNT wll [imt the use of COIS. During OF II1
34 Signal Brigade purchased $300,000 worth of additional off-
t he-shel f equi prent to expand the JNN to neet their needs.? No
doubt the above nodes provide great capability to the
war fighter, but these fieldings are not saving tinme or noney; in
fact, they wind up costing the Arny nore when it has to be
suppl emrented wi th COTS.

Maj or Ike WIlson, a division planner, noted “From an
i npl ementer’s perspective, the difficulty with transformation is
this sinple: we have been tasked too largely to conplete a

change effort in a very short tine, while still engaged in

10 warfighter Information Network-Tactical (WIN-T).
htt p: // ww. def ense- updat e. com products/w win-t. htm

11 Strong, Army Communicator 1.

12 Byron Johnson. “JNN Reorganizing to Bridge Gaps in Communication.” Army
Communicator 30 no. 3 (2005): 2-4.



war . »n 13

By using systems upgrade and COTS equi pnent, however,
the regi nent can keep pace with technol ogy, neet warfighter
requirenents, and win the war on terrorismall while

successfully transform ng saving tinme and noney. Wien WNT is

avai l abl e, the reginent can focus on its successful fielding.

Trai ning the Force

At the heart of the transformation, fielding, and the War are
the Soldiers that make the m ssion happen. Training the force
is the only way to ensure a successful transformation. Soldiers
need to be well-versed and trai ned on doctrinal changes as well
as trained to operate new equi pnent prior to deploying for War.
According to Major Ike WIson,

We are “transform ng” warfighting organi zations with

current (“Legacy”) organi zational and bureaucratic

policies, processes . . . . and people. TRADOC processes

are hindering doctrine devel opnent — may be a blessing in

di sguise, as this allows the warfighting echelons to “go

it alone.” Validation of what we actually learn from

gat hered | essons is the crux of the future problem

TRADOC, U.S. Arny’s Training and Doctrine Command, is
charged with “ensuring synchroni zati on of the doctri ne,

training, |eader devel opnent, organizational structure, and

mat eri al readi ness, ensuring the Arnmy is the best that it can be

3 ke Wlson. “Arnmy Transformation: A Report fromthe Field”.
http://ww. canpbel | .army. ml.

4 Wlson, “Army Transformation: A Report fromthe Field”.



and that U S. Soldiers are trained and ready.”! Major WIson
suggests TRADCC shoul d be driving the transformation through
doctrinal changes and training. Instead, the transformation is
bei ng conducted at the divisions or Unit of Actions.?!®

A good exanple of training not taking place to facilitate
the transformation is with the fielding of the JNN nmentioned in
t he previous paragraph. The Signal School at Fort Gordon, GA,
tasked with training the Signal Reginent received the JNN only
after it had already been fielded to deploying units. It was
first fielded to the 3¢ Infantry Division for al nost i mediate
depl oynment, then to other divisions well before the Signal
Center was ready to officially train Soldiers at Fort Gordon on
the equipnment.'” In order to allow Soldiers the opportunity to
operate their equi pment before being asked to deploy with it,
equi pnent shoul d be fielded at the school houses before unit
fiel dings. Because the Signal Reginent Soldiers are sonme of
the best in the world, the lack of training will not stop the
transformation efforts; however, effective training on doctrina
changes and new equi pnent will nake for a snoother and nore

successful transformation.

15 @ obal Security. Training and Doctrine Command.
http://ww. gl obal security.org/mlitary/agency/arny/tradoc. htm

1 Wlson, “Army Transformation: A Report fromthe Field”.

7 General Dynamics C4 Systems. Arny and General Dynamics Oficials Open
JNN Network Training Facility. http://ww.gdc4ds.conlfeaturettes/jnn.cfm




Concl usi on

Robert F. Kennedy once said, “Few wi || have the greatness
to bend history itself; but each of us can work to change a
smal | portion of events, and in the total of all those acts wll
be witten the history of this generation.”'® The Arny’s
transformation will be witten in the history of this generation
and each Sol dier has a responsibility in the transformation
effort. The Signal Reginment will be a driving force in the
transformation, and there are three elenents that will guarantee
success. The transformation will succeed by clearly defining
the roles and responsibilities of the Signal Conpany Comrander
within the newy formed Unit of Action; by maxim zing the use
of commercial off the shelf (COTS) equi pnment and current systens
upgrades until Warfighter Information Network-Tactical (WNT)
is available; and effectively training Soldiers and setting them
up for success. The Arny’s transformation to a nore nodul ar and
expeditionary force is not an easy m ssion and the Signal
Reginent’s task to transformaccordingly is just as daunting.
Because the current operational environnent is not conducive to
a large scale transformation, the Signal Regi nent nust continue
to take steps above to neet chal |l enges brought about by the
transformation effort and, in doing so, ensure a successful

transformati on.

'8 Robert Kennedy. Famous Quotes. http://www.goutes.com.
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